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Summary
Although the operational capabilities of Japanese companies are very strong, Japanese
companies are still not very global. Only really big and traditional companies such as Toyota and
Honda are widely known globally. With companies from all the countries in the world competing for
talents, it is not enough to rely on just consumer or product branding to attract potential employees,
especially the top talents. There is a need to investigate how Japanese companies are perceived by
potential employees as a global employer.
In July 2012, I was a part of the team that consisted of JobStreet.com together with Professor
Reiji Ohtaki of Waseda University. We conducted preferred employer survey in Asia through
JobStreet.com’s internal database of jobseekers. The data reveals a reality where American, British
and local companies are the top 3 choices for employees while Japanese companies is ranked 6th out
of 13 possible country choices as employers.
For qualitative data, 15 MBA candidates who have stayed in Japan were interviewed to give their
impressions and comments regarding Japanese companies as an employer. To them, Japanese have
strengths in technology and operational capabilities. However, they also have some negative
impressions regarding Japanese companies. Some of the negative impressions include things like the
work culture is too rigid, Japanese companies still use seniority system, there are prevalent cases of
overworked-underpaid and gender discrimination.
As they are now, Japanese companies are just associated with the “Made in Japan” brand.
However, Japanese companies still don’t have an identity as a global employer. Top talents generally
choose companies which are more attractive to them from an employee’s point of view. Google is an
example of a company with a successful employer branding and they are the current talent drain; all
the top talents actively try to apply to work there. On the other hand, with generic image as an
employer, Japanese companies don’t have a differentiating advantage compared to other companies.
With this in mind, there is a need for Japanese companies to properly define employer brand that
will reflect their companies’ values.
Like other change management, employer branding requires the involvement of the leaders to
communicate and implement in the organization. However, in the case of employer branding, there
is a need of the participation of all the employees at all time. In this case, the employees need to be
active followers who actively promote and maintain the employer brand. Although followership is an
important part of an organization, it is often overlooked. Organizations generally focus their
resources on leadership and ignore the need of cultivating active followers who can support these
leaders.
As an illustration for the importance of employer branding and followership, a case study based
on a book by Vineet Nayar is included. “Employees First, Customers Second” depicts the journey of
HCL Technologies in their transformation from a company that is experiencing stagnation to an agile
company with innovative culture. The case is analyzed and discussed from leadership, followership
and employer branding point of view.
As a final part of the paper, recommendations for Japanese companies are given. Some
recommendations are general recommendations to improve Japanese companies’ image. One of the
recommendations includes developing a better internship program to give more exposure for
potential recruits about work experience in Japanese companies. Other than those recommendations,
3 modules are also proposed to help with the definition and implementation of employer branding.
One module focuses on “Open Space Technologies (OST)”, a framework which has been used
worldwide to solve similar issues. OST is a proven method that has been used by organizations
around the world to find solutions to their problems. Developed by Harrison Owen, the method has
been used to solve issues from defining companies’ visions to peace talk between Israel and
Palestinians. This method is suitable for defining employer branding because the process will need
to involve stakeholders who have diverse opinions regarding it. The next module focuses on servant
leaders and active followers which can help changing the mindset of the employees to be more
engaged with their employers. This mindset serves as a catalyst to help with the implementation of
companywide employer branding. Lastly, a coaching session as a follow up to the OST session is
scheduled to help key people with the implementation and communication of the employer brand.
With this recommendation, Japanese companies will be able to create a new identity as a global
employer and attract more top talents globally. In the current situation where most companies have a
generic employer brand that offers work-life balance and career path, companies that invest their
resources in creating a strong employer branding will have competitive advantage in attracting top
talents on the global stage.
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1CHAPTER 1. INTRODUCTION
Section 1. BACKGROUND
As an MBA candidate living in Japan, I am interested in understanding the competencies of
the Japanese companies. As I learned more about Japanese companies, it came to my attention that
although the operational capabilities of Japanese companies are very strong, Japanese companies are
still not very global. Only really big and traditional companies such as Toyota and Honda are widely
known globally. With companies from all the countries competing for talents, I would like to find out
about how well Japanese companies are regarded as employers.
The methodology used to get supporting data includes both quantitative and qualitative data.
For quantitative data, a preferred employer survey was conducted together with JobStreet.com and
Professor Reiji Ohtaki. The main respondents of the survey were white collar workers from Asia.
For qualitative data, 15 MBA candidates who have stayed in Japan were interviewed to give their
impressions and comments regarding Japanese companies as an employer. After the discussion, it
was found that Japanese companies generally rely on their products’ quality as a way to attract
talents. However, along with that positive image, there are some negative stereotypes that potential
employees have of Japanese companies.
With the result from the data, I would like to suggest that Japanese companies should
redefine themselves as a global employer instead of keeping the Japanese image. Chapter 3 is a
literature review of employer branding. This chapter discusses about the definition of employer
brand and the importance of employer branding for the competitiveness of the company. A way to
measure employer branding is also discussed in the chapter.
Chapter 4 is a literature review on authentic followership. Although followership is an
important part of an organization, it is often overlooked. Organizations generally focus their
resources on leadership and ignore the need of cultivating active followers. The chapter discusses the
different types of followers and the need for servant leaders in the organization.
Chapter 5 is a case study based on a book by Vineet Nayar. “Employees First, Customers
2Second” depicts the journey of HCL Technologies in their transformation from a company that is
experiencing stagnation to an agile company with innovative culture. The case is analyzed and
discussed from leadership, followership and employer branding point of view.
In chapter 6, recommendations for Japanese companies are given. Some are general
recommendations based on the results of the data and interviews. Other than those recommendations,
3 modules are also proposed to help with the definition and implementation of employer branding.
One module focuses on “Open Space Technologies”, a framework which has been used worldwide
to solve similar issues. One module focuses on servant leaders and active followers which can help
changing the mindset of the employees to be more engaged with their employers. Lastly, a coaching
session as a follow up to the Open Space Technologies session to help with the implementation and
communication of the employer brand.
Lastly, limitations and implication of the paper will be discussed at the last part of the paper.
3CHAPTER 2. DISCUSSION ON SURVEY AND INTERVIEW
RESULTS
Section 1. INFORMATION REGARDING THE DATA OBTAINED
In July 2012, I was a part of the team that consisted of JobStreet.com together with Professor
Reiji Ohtaki of Waseda University. We conducted preferred employer survey in Asia through
JobStreet.com’s internal database of jobseekers. A sample of the survey has been attached as
appendix (A). The survey consisted of 8 main questions and 4 questions for background information.
The first question asks the respondent’s preference towards working for American, Australian,
British, Mainland Chinese, French, German, Japanese, Korean, Hong Kong, Indian, Singaporean,
Taiwanese and Local companies. For this question, respondent can choose from 5 point scale answer,
ranging from “Definitely would prefer to work for them” to “Definitely do not want to work for
them”. The second question is a multiple answer question that asks the respondent if they have any
working experience in the companies listed above. The third question asks the respondent if he has a
strong impression on any of the companies listed. The fourth question ascertains whether it was a
positive, neutral or negative impression. The fifth question is a text-based answer asking the
respondent about the impression of the company. The sixth question is a checkbox type of question
that asks the respondent for 3 traits that they think are required for managers in global company and
for a trait that they think is irrelevant. The seventh question asks the respondent for a company that
they think is the most admirable. The eighth question is a multiple choices question asking the
respondent why he chose the company in question seven.
The respondents came from the following main 8 countries: Mainland China, India,
Indonesia, Malaysia, Philippines, Singapore, Thailand and Vietnam. The survey received 8294
responds, majority of which is from Malaysia. The target of the survey is white collar worker in the
age group between 20 to 49 years old.
4Figure 1: Profile of respondents – Country of origin
Figure 2: Profile of respondents – Education level
5Figure 3: Profile of respondents – Age group
Figure 4: Profile of respondents – Gender
In addition to the quantitative data from the survey, I also collected some qualitative data
through interviews. In June 2013, 15 MBA candidates who have stayed in Japan were interviewed
and asked about their impression on Japanese companies to give a qualitative supporting data for this
paper. Out of the 15 candidates, 5 have only stayed in Japan for less than 3 months and have shallow
understanding of the Japanese language and culture. 5 have stayed for about 2 years in Japan and
have medium understanding of Japanese language and culture. The other 5 have stayed more than 3
years in Japan and have a deep understanding of Japanese language and culture.
6Section 2. ANALYSIS OF THE SURVEY
Although the survey is not focused on Japanese companies, the data collected by the survey
can be analyzed to give perspective on the impressions that the white collar workers in Asia have
regarding Japanese companies.
Just by summarizing the raw data, we get figure (5) which gives us a peek at the ranking of
the companies from the Asian employees’ point of view. Comparing this result to similar surveys
that have been conducted by JobStreet.com in the past, we can see a continuous declining trend in
the preference to work for Japanese companies. Of course, we can’t make any assumption yet on
why there is a declining preference for working in Japanese companies, but this paper is written in
the hope to give an insight on this issue.
Figure 5: Preference of employers by countries (raw data)
7Figure 6: Comparison to past survey results (data source: JobStreet.com)
From the raw data, we saw that Japanese companies were ranked 6th in the preferred
employer survey. However, when we assign a weight of 1 for each of the 8 countries and then
excluding Vietnam and Myanmar due to the small population sample size, Japanese companies then
become rank 8 provided that the ranking is based on combined result of “Definitely would prefer to
work for them” and “Would prefer to work for them”.
Figure 7: Preference of employers by countries (weighted)
8Figure 8: Comparison of preference for Japanese companies as an employer
In the weighted data, the percentage of the positive preference is lower than the preference in
the raw data. This indicates that there are respondents from certain countries that have more negative
preference towards Japanese companies compared to respondents from other countries.
Figure 9: Respondents’ preference to work for Japanese companies sorted by respondents’ country
of origin
9Country of Origin Mean N Std. Deviation Variance
Malaysia 3.48 3074 1.079 1.165
Philippines 3.81 1815 1.021 1.043
Indonesia 3.75 1947 1.013 1.026
Singapore 3.02 132 .981 .962
India 3.86 848 1.100 1.209
Thailand 3.94 244 .954 .910
Myanmar 4.50 4 .577 .333
Vietnam 3.47 15 1.187 1.410
Mainland China 2.40 153 1.078 1.162
Others 3.98 62 1.094 1.196
Total 3.65 8294 1.077 1.160
Table 1: Respondents’ preference of Japanese companies as an employer by country of origin
For the 5-point scale question I have assigned the value 1 for “Definitely do not want to work
for them”, 2 for “Would prefer not to work for them”, 3 for “No preference”, 4 for “Would prefer to
work for them” and respectively, the value 5 for “Definitely would prefer to work for them”.
Employees in Thailand, Philippines, India and Indonesia have the most positive attitude towards
Japanese companies while employees from Mainland China have the most negative attitude. One of
the reasons for the positive preference in those countries may be related in the amount of investment
that Japanese companies have made in those countries. Also, Japan is still regarded as one of the
most advanced countries in term of technologies which also give Japan a good image in those
developing countries. On the other hand, historical friction may have give Japan a negative image in
mind of the employees from Mainland China, the recent political friction also may add to the
negative impression towards Japanese companies. Interestingly, Singapore has the biggest
percentage of no preference (45.5%) towards Japanese companies, this may be caused by Singapore
being an advanced country itself makes Singaporeans don’t have any preference in the company they
work for.
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Age group Mean N Std. Deviation Variance
20-24 3.74 1410 1.069 1.142
25-29 3.65 2442 1.090 1.189
30-34 3.59 2064 1.085 1.178
35-39 3.62 1213 1.062 1.127
40-44 3.67 775 1.041 1.084
45-49 3.63 390 1.081 1.169
Table 2: Respondents’ preference of Japanese companies as an employer by age group
Education Mean N Std. Deviation Variance
Bachelor's 3.66 6234 1.065 1.134
Master's(Other) 3.54 1003 1.106 1.223
MBA 3.64 740 1.087 1.181
PhD 3.76 67 1.060 1.124
Others 3.60 250 1.213 1.471
Table 3: Respondents’ preference of Japanese companies as an employer by education level
Analyzing the data by age group and level of education, we can see that the mean is not that
different. However, we can see that in terms of age group, those who are in the 20-24 group have the
highest mean which mean that they are the ones who are more open to work for Japanese companies.
This may be because they are fresh graduates from university and they are more interested in getting
work experience in any companies. From the level of education, the ones who have PhD are the ones
who are more open to work for Japanese companies. This may be because Japanese companies are
renowned to be advanced technologically. Japanese companies also have lifetime employment. For
PhD holders, this will be similar to having tenure and they can focus on research which is their main
interest.
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Gender Mean N Std. Deviation Variance
Male 3.75 5290 1.064 1.133
Female 3.46 3004 1.076 1.157
Table 4: Respondents’ preference of Japanese companies as an employer by gender
F Sig. t df Sig. (2-tailed)
Mean
Difference
Std. Error
Difference Lower Upper
Equal
variances
assumed
6.325 .012 11.733 8292 .000 .286 .024 .239 .334
Equal
variances not
assumed
11.698 6184.676 .000 .286 .024 .238 .334
Levene's Test for Equality of
Variances t-test for Equality of Means
95% Confidence Interval of
the Difference
Table 5: Results of independent t-test for respondents’ preference of Japanese companies as an
employer by gender
Making a hypothesis that there is no difference in the preference of working for Japanese
companies between males and females, I use independent t-test to test the hypothesis. From the
result, we can see that the mean of the preference for males employees (mean = 3.75) is bigger than
female employees (mean = 3.46). The independent t-test shows that the difference is significant and
we can conclude that female employees are less inclined to work for Japanese companies. Therefore,
the hypothesis is rejected. This result is explored further in the interviews.
Worked for
Japanese
company N Mean Std. Deviation
Std. Error
Mean
Haven't
worked for
the company
before
6865 3.58 1.079 .013
Worked for
the company
before
1429 3.95 1.017 .027
Table 6: Respondents’ preference of Japanese companies as an employer by working experience
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F Sig. t df Sig. (2-tailed)
Mean
Difference
Std. Error
Difference Lower Upper
Equal
variances
assumed
63.288 .000 -11.763 8292 .000 -.365 .031 -.426 -.305
Equal
variances not
assumed
-12.226 2150.649 .000 -.365 .030 -.424 -.307
95% Confidence Interval of
the Difference
Levene's Test for Equality of
Variances t-test for Equality of Means
Table 7: Result of independent sample t-test for respondents’ preference of Japanese companies as
an employer by working experience
Next, a second hypothesis is that there is no difference in the preference of working for
Japanese companies between those who have experienced working in Japanese companies and those
who have not experienced working in Japanese before. I use independent t-test to test the hypothesis.
From the result, we can see that the mean of the preference for those who have experienced working
in Japanese company (mean = 3.95) is higher than those who have not experienced working in
Japanese companies (mean = 3.58). The independent t-test shows that the difference is significant
and we reject the hypothesis that there is no difference between the 2 groups. We can conclude that
having work experience in Japanese companies give them a better impression of the companies.
Another implication that we can take from this result is the fact that those who have no working
experience in Japanese companies actually have bad impressions about working for Japanese
companies. Only after they have experience working in Japanese companies do they have better
opinion of Japanese companies as an employer.
The respondents were asked to choose one company that they think is the most admirable
global company and the reason for it. The top company in the survey is Google. In the top 30, there
are only 2 Japanese companies, Toyota which is ranked 8th and Sony which is ranked 24th.
Summarizing the reason for choosing the companies, the top reason for choosing an American
company is because of the excellent corporate branding. It means that not only the product itself but
also about the brand image related to the products that company has. Japanese companies on the
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other hand are chosen mainly because of the competitive goods and services. The “Made in Japan”
brand that was started by Sony’s Akio Morita is still famous all over the world. Products made by
Japanese companies are still superior compared to other countries’. However, the brand image of the
products are still weak, the products don’t reflect the identity of the companies other than being of
superior qualities and functions.
Impression
Good work culture
Disciplined
Very structured and systematic
Good work environment
Employee-Centric
Competitive salary and benefits
Strong management
Professionalism
Rigid culture, too conservative
Underpaid, overworked
Lower salary and benefits compared to industry average
Racial discrimination
Gender discrimination
Poor inter-racial communication
Stressful
Lack of focus in marketing strategy
Table 8: List of positive and negative impressions of respondents on Japanese companies
Out of the 8294 respondents, 883 respondents indicated that the companies that gave them a
strong impression are the Japanese companies. The top positive impressions regarding Japanese
companies include comments such as good work culture and discipline at work. On the other hand,
negative impressions include comments such as rigid culture and gender discrimination. It is
interesting to note that Japanese companies are the only ones who received “gender discrimination”
as a comment.
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Caring Competent Creative
Fair-
minded
Forward-
looking Inspiring Integrity
Performance-
conscious Risk-taking
Straightfor
ward
Valid 1938 1938 1938 1938 1938 1938 1938 1938 1938 1938
Missing 0 0 0 0 0 0 0 0 0 0
.51 1.29 .86 .79 .60 .96 1.33 .74 .40 .19
N
Mean
Table 9: Level of relevance of traits for respondents who definitely would prefer to work for
Japanese companies
Caring Competent Creative
Fair-
minded
Forward-
looking Inspiring Integrity
Performance-
conscious Risk-taking
Straightfor
ward
Valid 388 388 388 388 388 388 388 388 388 388
Missing 0 0 0 0 0 0 0 0 0 0
.84 1.14 .65 .83 .66 .95 1.17 .63 .22 .23
N
Mean
Table 10: Level of relevance of traits for respondents who definitely do not want to work for
Japanese companies
Caring Competent Creative Fair-minded
Forward-
looking Inspiring Integrity
Performance-
conscious Risk-taking
Straightforwa
rd
Valid 715 715 715 715 715 715 715 715 715 715
Missing 0 0 0 0 0 0 0 0 0 0
.60 1.23 .68 .91 .59 1.12 1.39 .68 .18 .12
N
Mean
Table 11: Level of relevance of traits for respondents who choose Google as their most admirable
global company
Other than the impressions, the survey also asked about traits that managers working in
global companies should possess. Maybe the respondents who don’t want to work for Japanese
companies have a different expectation of what their managers should be if compared to those who
would like to work for Japanese companies. However, it was found that the top 3 traits and bottom 2
traits which considered relevant for managers in global companies are the same for both groups. The
top 3 traits are integrity, competent and inspiring. The bottom 2 traits are risk-taking and
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straightforward. This means that employees have the same expectation regardless of the companies
that they want to work for. We have also analyzed the traits chosen by respondents who picked
Google as their most admirable company and found that the top 3 traits and bottom 2 traits are again
the same.
From the survey, we can see that Japanese companies are losing competitiveness as an
employer in Asia. There are countries where the potential employees are more open to work for
Japanese companies and others who are less preferring. Overall, Japanese companies need to think
about how to change the opinion of the potential employees in Asia. A lot of people are not
answering “Definitely would like to work for them”, which means that they are not actively applying
to Japanese companies. With limited top talents available in the world, Japanese companies need to
rethink their strategy on how to attract top talents. Previously, Japanese companies secure their
position in the global market with their “Made in Japan Brand” image; products and services with
superior quality compared to other countries’ brand. However, other countries are catching up to
Japanese companies in term of technology, so they need to think of a new strategy to compete with
the other countries to gain talents and market share. There is a need for Japanese companies to do a
better marketing about themselves as an employer.
Section 3. INTERVIEWS RESULTS
The interviews focused more on the MBA candidates’ impression of Japanese companies
instead of the broader preferred employer topic. Since the interviewees were residing in Japan at the
time of interview, the expectation is that they have greater interest in working for a Japanese
company. As expected of MBA students, they understand the strong points of Japanese companies.
However, as it turns out, more than half the interviewees actually have some negative general
impressions for Japanese companies as a workplace; especially big traditional Japanese companies.
They claimed that the impression is only one of the deciding factor in deciding their place if
employment, other factors include the career path available for them in the company and they
generally don’t care about the country of origin of the company as they research about companies
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before applying to the companies.
When asked about their impressions of Japanese companies, the general agreement is the fact
that Japanese companies have a very strong technological and operational background. Especially
for automotive and consumer goods industry, Japanese brands are widely known all over the world
for their high quality and superior functionality. After learning about Japanese companies during
their MBA, they also have the impression that Japanese companies have excellent operational
capabilities. Especially in manufacturing companies such as Toyota where Kaizen (Continuous
Improvement) culture exists. In contrast to American company that values individualism, Japanese
companies focus on harmony and work as an organization. Work ethics are very strong in Japanese
companies and Japanese employees hold discipline in high regards.
Japanese companies are also famous for lifetime employment. The interviewees said that
Japanese companies generally have a good training program for their employees and although the
salary may not be as high as compared to other companies, the benefits generally cover the
difference. Japanese companies also care about their employees and generally don’t fire their
employees even when the economy is bad. For those who prefer stable employment, Japanese
companies may be an attractive choice.
However, when asked if they would like a Japanese company as their employer, they said
that it depends. They have heard of negative things regarding Japanese companies as an employer so,
given the opportunity, they will apply but they have to gather information regarding the company
before deciding if they would work there. One of the impressions in particular that is the general
consensus among the interviewees is the fact that Japanese companies are too traditional and that the
companies still follow the seniority system. Even if the employees are able to contribute to the
company beyond the required level, there are fewer opportunities for employees to get promoted
ahead of the other employees who have entered the company earlier. There is also a fear of the
bamboo ceiling; the fear that only Japanese can rise to the top management level while employees of
other nationalities can’t even see what is happening at the other end of the ceiling.
Earlier, we have discussed about one of the negative impressions from the survey; “Lower
17
salary and benefits compared to industry standard”. MBA candidate A from Indonesia believes that
this is not true, compared to the industry standard the salary and benefits are still at an acceptable
level. However, he thinks that employees are underpaid and overworked; the responsibilities
expected of the employees exceed the position level that those employees hold. Related to the
seniority problem, there are fewer promotions happening in Japanese companies. However, the
workload of those employees that have not been promoted increases each year because the target
increases each year. Unlike other companies, Japanese companies also don’t have job description for
positions. There is a vague scope of responsibilities required of the employees, sometimes this scope
is decided only by the direct managers.
Out of the 15 interviewees, 9 are females. When asked about their impressions on Japanese
companies, 6 out of 9 actually mentioned about gender discrimination in Japanese companies.
“Japanese companies have ‘male-dominated’ images. Most of Asian countries such as Korea
and China have this image though. After marriage, women need more time to work and life
balance, especially after giving birth. Japanese companies doesn’t have flexibility to help
female workers with this issue, also, sometimes companies tacitly force female employees to
quit after marriage or pregnancy. Therefore, females try not to work for Japanese
companies.” (MBA Candidate B from South Korea who has lived in Japan for 6 years)
“I think that is why so many women quit working after they have kids. Because there is a
glass-ceiling for women. In many companies the bonus is different for women. If women can
have kids does not mean they are less talented, so they seek an option that values them for
their competency” (MBA Candidate C from Romania who is married to a Japanese and is
currently working for a Japanese company)
Although there is a movement to change this issue, it is a reality that there are much fewer female
executives compared to male executives. This situation may have been the result of Japan’s past
culture where the husband support the family financially while the wife takes care of the family, this
set roles resulted in fewer females that climbed the organization ladder. As mentioned above, another
characteristic of Japanese companies is lifetime employment. This also makes it difficult for female
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employees to get promotion because companies are also not sure when the employees will quit and
focus on their family. HR department becomes unsure if they should commit resources for the
development of female employees. Female employees, being the minority in Japanese companies
become oppressed and Japanese companies in general have a more “male-dominated” impression.
There were also negative impressions regarding decision-making speed in Japanese
companies. MBA candidate D from Taiwan told me a story about her friend’s experience with a
Japanese company. As a subsidiary of a Japanese company, all decision needs to be sent to
headquarter before it was approved. The country head sent by headquarter doesn’t have any power in
deciding the direction of the company. Even in Japan headquarter itself, a plan needs to be approved
and stamped by the managers before it is given the green light. Power in Japanese companies is
concentrated at the top level. It was mentioned above that Japanese companies are perceived to have
strong operational capabilities and research department; however, it is also a double-edged sword.
Japanese companies’ operation is perfect once it is implemented but the planning and
implementation time takes a very long time. A product takes too long from design to the
commercialization phase, products from the competitors reach the market much faster than Japanese
companies’. MBA Candidate E from China also mentioned that Japanese companies now focus too
much on Kaizen instead of innovation. This resulted in products which are over specified and have
functions which are not needed by the customers. For a company competing in the global market,
speed is very important; there is a need to share some of the power to people who are closer to the
customers and understand the need of the customers. In the past, the department that added the most
value the company is the R&D and manufacturing department. Now, there is a need to pay attention
to the market and understand what the customers want. Companies have to give more power to the
employees who interact with the customers and understand them better.
Japanese companies may not be actively marketing themselves as an employer. However,
one issue that Japanese companies should remember is the existence of the media. MBA Candidate F
from China told me during the interview that there are many pop cultures that depict the harsh
working condition in a Japanese company. One example is “Haken no Hinkaku(ハケンの品格)”
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which depicts the working condition for temporary workers if compared to the fulltime employees.
There are also some shows that illustrate the working condition in Blacklisted Companies(ブラック
企業) where the employees work overtime all the time and the managers micromanage the
employees. Since Japanese dramas and movies are quite popular in Asia, some stereotypes of the
working condition in Japanese companies are formed. MBA Candidate G from Singapore also
explains the impact of social network such as Facebook on people’s perception about companies as a
workplace. In general, she said that people complains more on social network than posting a good
thing about their company. Everyone in their network of friends who has similar experience will pipe
out and also complain about their experience. These words of mouth unfortunately create a biased
opinion about companies as a workplace. In today’s world where information flows freely, words of
mouth become a more relied source of information than the official information released by
companies.
Overall, what Japanese companies should understand is that employees from different
countries have different values and work culture. Japan is a high-context country, other countries like
Indonesia also have a high-context culture, but countries like China or India have a low-context
culture. High-context culture refers to a culture where not everything is said; some information is left
unsaid but it is implied. Low-context culture on the other hand refers to a culture where everything
has to be said before it is understood; if something is unsaid then there is nothing to be done about it.
To work in a global culture, there is a need to understand that not everyone communicates in the
same way. Some people are more direct compared to others. However, level of context in
communication can only be as high as the lowest context existing; you can’t expect someone from a
low-context culture to understand someone from high-context culture clearly, but someone from
high-context culture can understand someone from low-context culture.
Candidate H from Taiwan also mentioned that Japanese companies have the tendency to
replicate their “DNA” from Japan to all the other countries. Unfortunately, this normally means that
the head in other countries will be someone who understands Japanese culture and language. Again,
this leads to a bamboo ceiling situation, and the work culture may not be suitable for the country
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they are bringing it into. Japanese companies have many strong points, but it is also a double-edged
sword. What they are becoming right now is a big fish in a small pond, when you stick to your habits
as you move to a bigger pond, there is a risk of facing unknown dangers. Japanese companies have
to reevaluate their identity as a global company. What works in Japan may not work in other
countries.
‘It is not the strongest of the species that survives, nor the most intelligent that survives. It is
the one that is the most adaptable to change.’(Charles Darwin)
An interesting point that the interviewees give is that traditional Japanese companies in
general don’t have a career path for MBA students. The companies are not sure of how to handle the
MBA students so, MBA students generally prefer to apply to other companies which have better
career path for them. In general, it is very difficult to enter Japanese companies in mid-career except
for specialized positions. This is because of the lifetime employment and Japanese companies
generally prefer to nurture their leaders from inside the company instead of hiring from outside. This
practice has worked in Japan, but in other countries where the talents generally change companies
every few years, Japanese companies need to be more flexible in handling talents. Companies need
to be able to use talents without first needing to give them excessive training during their first year of
work.
Section 4. SUMMARIZING
From the survey and the interviews, it is clear that Japanese companies in general are losing
attractiveness to the potential employees in Asia.
What have been collected from the data and the interviews are the impressions that people
have. There may be a gap between impressions and the truth of the state of the companies. However,
the problem lies in the fact that the general impressions is trending towards negative impressions.
With the competition in the global market becoming fiercer with the presence of Chinese, Korean,
Indian companies catching up to Japanese companies technologically; Japanese companies need to
consider other ways to attract top talents globally.
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CHAPTER 3. LITERATURE REVIEW: EMPLOYER BRANDING
Section 1. DEFINITION
Employer brand can be defined as a generalized recognition for being known among key
stakeholders for providing a high quality employment experience, and a distinctive organizational
identity which employees value, engage with and feel confident and happy to promote to others.
Employer branding refers to the process by which branding concepts and marketing,
communications and HR techniques are applied to create an employer brand1. A good employer
brand will not only attract prospective talents, it should also make the existing talents to have better
engagement and have a proactive attitude to promote their workplace in their daily life.
Employer branding should not be confused with corporate branding and consumer branding.
Corporate branding refers to the use of the company’s name as a product brand name. One example
is Disney which uses the brand in all their products. Consumer branding similarly focuses on the
brand of a product instead of the whole company, for example iPhone. Although employer
branding’s main target audiences are the prospective and existing employees, it should be noted that
strong employer branding also have effects on the other stakeholders such as customers as well.
Section 2. WHY IS EMPLOYER BRANDING NECESSARY?
In the past, companies rely on corporate branding and consumer branding to attract and
recruit talents. However, in the era of globalization and social networking services(SNS), it is very
important for companies to build a strong employer brand. Companies across the world are
competing with each other for talents locally and globally. Companies that don’t have strong
employer brand will face difficulty in attracting prospective talents and retaining their existing
human capital.
Strong corporate brand names may attract talents to work for their companies. However, bad
1 Graeme Martin, Paul J. Gollan & Kerry Grigg (2011): Is there a bigger and better future for employer
branding? Facing up to innovation, corporate reputations and wicked problems in SHRM, The
International Journal of Human Resource Management, 22:17, 3618-3637
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working environment will make the talents leave the company and work for their competitors. Even
if the existing talents don’t leave their current work place, they are less likely to be engaged with
their company. With a bad working experience, employees will adopt a reactive attitude towards
problems instead of a proactive attitude to solve problems and to improve their quality of work.
Talents are one of the most important assets that a company has. If a company is not able to tap the
full potential of the employees; when employees are not proactively acting to solve problems or
giving ideas to help the organization, some opportunity are loss. Having a good work environment
also motivates the employees to do more than the required effort in their everyday functions.
Martin and his colleagues find that Employer branding have important effect on wealth
creation through innovation and differentiation, and wealth protection through social status and
legitimacy. These wealth creation and protection will in turn improve the reputational capital of the
organization which feedbacks to the Employer brand2.
As mentioned above, employer brand also affects the reputation of a company. In the past, a
company’s name is normally being related to only the products and services the company offers.
However, in the electronic age, information flows continuously about everything. Potential
employees do a thorough research on their potential employer to find out about the working
environment before deciding whether to work for the company. At the same time, with the rise of the
social network, it is very easy to get a negative review from unsatisfied workers. Unknowingly, these
comments may go viral and affect the viewpoints of the stakeholders. On the other hand, having a
strong employer branding will mean that existing employees also proactively share their positive
experience working in the company. These comments can also be more widespread and have a
positive effect on stakeholders and top talents are also more likely to apply to the company.
In the end, strong employer branding will give a positive effect internally and externally.
2 Graeme Martin, Paul J. Gollan & Kerry Grigg (2011)
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Section 3. CHARACTERISTICS OF SUCCESSFUL EMPLOYER BRANDING3
The main targets of employer branding are the prospective and existing employees. It is not
enough for a company to market themselves to be a good place to work; they have to be accurate
about what they say. If not, talents who are attracted to the company will feel that their employer
does not fulfill the promises made during the recruitment process and will be less engaged with the
employer because of a lack of trust. Since they have been deceived from before they enter the
company, they will not be able to commit their energy fully to the company because they will not be
sure of future promises made by the company. Negative impressions on the workplace may then be
spread through Social Network.
Lara Moroko and Mark D. Uncles include in their paper that a company with a successful
employer brand “has the conscious awareness of what is actually of value to its people and why,
carries through on that with action, and effectively supports this with communication”. This means
that employer branding needs to have the same meaning across all the levels of the organization;
when it is defined, all the employees are asked about what values are important to improve their
working experience. Next, it is not only HR or the leaders who are working on implementing the
employer brand but also everyone in the company. Lastly, communication of the same values need to
be done across all levels and even externally to give exposure to all the stakeholders.
Moroko and Uncles then discussed the elements required in making a successful employer
brand which are divided in 2 parts:
1. Elements which are similar with consumer and corporate branding
a. Being known and noticeable
b. Being seen as relevant and resonant
c. Being differentiated from competitors
2. Additional elements to consumer and corporate branding
a. Fulfilling a psychological contract
3 Moroko, Lara, and Mark D. Uncles. "Characteristics of Successful Employer Brands." Journal of Brand
Management 16.3 (2008): 160-75. Print.
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b. Unintended appropriation of brand values
Brand awareness plays an important role even in employer branding. You can’t just focus on
improving the working condition internally, in employer branding, you have to communicate it
externally to the potential recruits and other stakeholders as well. The values being communicated
also play a big role in employer branding, employer needs to know the core values of the company
and also of their employees. What kind of values they promote will be one of the factors that affect
the type of employees that they will attract.
A good employer brand should not be generic. It should be able to communicate the identity
of the employer. Similar to a generic product branding, prospective employees will not be able to
differentiate between employers. This is what is currently happening in today’s world, every
employer promises work-life balance and opportunity of promotion according to results. However,
without differentiation, there is no competitive advantage in talent recruitment and employer may
not be attracting the right talent for the company.
After making an attractive brand, employers need to make sure that they fulfill the promises
made since it is part of the psychological contract made during the recruitment process. A bad
example of inaccurate promises includes the flexibility of work hours. However, after starting the
job, the new recruit finds that everyone in the company work till late at night. The employer may
seem to be attractive during the recruitment process but in reality, it is not a good place to work. This
will affect the existing employees as they are the ones who feel the effect of the inaccurate employer
brand. As they can’t trust the employers, employees will generally lose the motivation for their work
and will not use their full potential at work. Employees will also have a decreased sense of identity
with the company and have an increased tendency to move to another company.
Lastly, when making the employer brand, they should consider the potential of it being
misaligned with the existing consumer and corporate brand. The company may seem to be very
innovative, modern and stylish if perceived from the image of the products. However, the working
condition in the company may not be related to the image of the products at all. Although
unintentional, new recruits may feel disappointed with the employer.
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After a company decided on the direction of the employer brand and started the process of
implementing it, it is important to measure the success of the brand. 2 dimensions: attractiveness and
accuracy should be used to evaluate the brand.
Attractiveness Accuracy Employees status Promises status Overall situation
Unattractive Inaccurate Not attracted Unfulfilled Long-term disconnect
Unattractive Accurate Not attracted Fulfilled Communication breakdown
Attractive Inaccurate Attracted Unfulfilled Strategy mismatch
Attractive Accurate Attracted Fulfilled Success
Table 12: The different states of employer branding
Moroko and Uncles discussed the 4 possible cases of evaluation. In the first case, the employer is
seen as unattractive and they do not have a positive working environment; there is a need for a
reform to make the company a better work place. In the second case, the company has an attractive
employer brand but it has not been communicated or marketed properly; external stakeholders are
not aware of the working environment of the company. In the third case, the employer is not able to
deliver the promises made to the employees; they oversell the situation of the company which may
result in declining employer brand over time. In the last case, the employer attracts the talents they
want and the employees are able to enjoy the promises made by the company.
It should be noted that similar to other types of branding, there is a need to maintain the
quality of the brand. Employers need to keep evaluating their brand frequently to make sure that it
remains attractive and accurate. Complacency in frequent evaluation may affect the work culture of
the organization.
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Section 4. EMPLOYER BRANDING BY COMPANY
As discussed above, every company has a different employer brand that they should aspire to.
Every company need to decide their brand values, the employees they want and the image of
company as a work place. There may be a need to ask the opinion of external stakeholders and find
out the current perceptions of the population in regards of the company as a workplace. An important
thing to keep in mind when you are creating and communicating a brand is to make sure that there is
only 1 brand. Everyone needs to have the same image regarding the brand and there should be no
mismatch in the image for all the stakeholders.
An example will be Philips’ initiative in creating their employer branding in 2002. Their
resulting employer brand was “touch lives every day”4; the essence of which is how are they
touching the lives of their employees positively and giving them a reason to stay in the company.
The term “touchpoint” was introduced in Philips, emphasizing the fact that the employer branding is
not just a recruitment process but also a promise. Every employee in Philips had to be aware that
every time they interact with stakeholders, they are at a “touchpoint” and they should think of ways
to generate positive experience.
Employer branding is not just about defining an employer brand, the organization has to
make the effort to get every member of the organization to follow the brand. Top executives may
direct the branding, but the employees need to believe in the brand and put in the energy to make it a
reality. Other than just being a brand and a promise; Employer brand is also part of the culture and
identity of the company. Without the support of the employees, a brand will just be an empty
promise in the end.
4 Pietersis, Jo, Brenda van Leeuwen, and Tom Crawford. "Building Philips’ Employer Brand from the
Inside Out." Strategic HR Review 4.4 (2005): 16-9. Print.
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CHAPTER 4. LITERATURE REVIEW: AUTHENTIC
FOLLOWERSHIP
Section 1. INTRODUCTION TO AUTHENTIC FOLLOWERSHIP
Up to now, companies focus on developing and recruiting talented leaders. Companies
headhunt top talents and executives in the hope that they will be able to lead the company into a
better future. It is estimated that companies in America spend $13.6 Billion annually5, however, this
investment will only be used on the individuals with high potentials to be developed into future
leaders of the company. What happens to the rest of the individuals who doesn’t get trained to be
leaders?
For global companies, it is natural to focus on the development of Global Business Leaders
as part of their Human Capital Development (HCD) program. Many papers and researches on
leadership have been published and received well by the world. However, we have to remember that
the dynamics of the organizations have been changing in the recent years and we can’t only focus on
developing the leaders but also the followers who will support these leaders. With the leadership
position being limited, not all the employees can receive leadership training. However, all the
employees, even those who have a leadership role have to fulfill their role as a follower at the same
time.
When we hear the term “followership”, what do we think of? Different from leadership that
has a very positive and vibrant tone, followership connotes subordination and conformity. However,
we have to understand that leadership and followership are 2 sides of the same the coin. Every
manager in a company is still a follower for their superiors and even the CEO can be a follower for
all his staff members. To be a good leader, you have to also understand how to be a good follower,
how to work together with your followers and also avoid having an imbalance mix of followers.
Why is the study of followership becoming important?
In the history of the world, names of great leaders are recorded. Some leaders lead a cultural
5 Bersin by Deloitte, Boosted Spend on Leadership Development – The Facts and Figures,
http://www.bersin.com/blog/post.aspx?id=ada5c94c-e396-4558-aa2c-0f6cc8022811 (June 18, 2013)
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revolution, some leaders unite a country, some are known for genocides. What history doesn’t focus
on is the fact that without followers, a man with a vision will just be a mad man. With thousands of
men standing behind him/her, his/her words and vision suddenly gain power and become the truths.
However, often times, power corrupts people and these leaders may become toxic leaders. Take
Hitler for example, the great Father of a country, logically thinking, there should be at least one
soldier who oppose the way he thinks. However, even knowing that he is a toxic leader, no one steps
up to oppose him. This is one of the pitfalls of being a leader, sometimes, you will be surrounded by
sheep and “Yes Man”.
Similarly in the corporate world, we need more active followers who will support their
leaders when the leaders are making the right decisions, but the followers will also need to question
and challenge the leaders when certain decisions are just not logically or morally right. Leaders also
can’t be expected to micromanage everything, there are times when followers need to be able to take
decision by themselves.
Gail S. Williams discusses the incident of the Space Shuttle Columbia that experienced an
accident during take-off6. During take-off, there was a piece of foam that struck the shuttle. This was
discovered before the re-entry to the atmosphere during video review of the take-off. However, top
management doesn’t really react to the report of the incident, this leads to the accident during
re-entry. After the incident, NASA started the Leadership Alchemy program which resulted in more
courageous followers and leaders. The graduates of these programs are more willing to challenge the
status quo, scale the organizational silence barriers and create a new behavioral norm. These results
are really important in today’s corporate world where there is rigid structure and hierarchy.
Section 2. TYPES OF FOLLOWERS
Robert E. Kelley discusses the different types of followers using 2 dimensions:
1. Do they think for themselves? Are they independent critical thinkers? Or do they
rely on the leader to do the thinking for them?
6 Riggio, Chaleff, and Lipman-Blumen, 96, The Art of Followership.
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2. Are they actively engaged in making the organization to have a more positive
environment? Or is there negative energy or passive involvement?
Based on these two dimensions, he divided the followers into 5 different basic styles of
followership:
1. The sheep: Passive followers who rely on the leader to do the thinking for them and
to motivate them. The sheep will do what is assigned to them but will not move until
someone point a direction for them to go to.
2. The yes-people: Positive, always on the leader’s side. Focus on the doing of things
and leave the deciding of things to the leader. Will not argue with the leader at all.
3. The alienated: Negative energy but thinks for themselves. Also called the skeptics;
they consider themselves to be mavericks who have the guts to oppose the boss.
However, most of the questions that they ask are unnecessary and at times they take
pride in being the only one who questions the leader.
4. The pragmatics: Passive involvement. These people will not be actively create
positive energy or critical thinking unless it is clear that something has been decided
and will really be done. Also called the fence-sitters; they will follow the majority.
5. The star followers: Very positive energy, active and think for themselves. They do
not accept the leader’s decision without their own independent evaluation of the idea.
They are not afraid to suggest new ideas and always think critically on solving new
problems.
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Figure 10: Different types of followers
In the past, we don’t care about the types of followers as long as the job required is done.
Some leaders even prefer to have all sheep-type followers because they are doers who will not
question any of their decisions. Now, as we go up the corporate ladders, we may find ourselves
surrounded by yes-people. Although yes-people create positive atmosphere and get the job done, the
leader may instead become blindsided as the leader is not able to receive unfiltered information.
Yes-people generally are afraid to offend the boss, news of failures or dissatisfaction of the
employees may not reach the ears of the leader.
One of the pitfalls of leadership training programs is the fact that leaders have limited energy
and reach. Managers who are accountable for 100 people may not meet face to face with more than
10 subordinates, leaving the details of the every day’s task to his sub-managers. It is argued that it is
the leaders’ job to create more leaders at each level of the organization. That way, everyone will have
the initiative of a leader and become more efficient in their work. However, there is a need to
complement this training with follower’s mindset. If not, everyone will try to lead into different
directions; there is a need of congruity as well as direction. Only then, the power of the organization
can be realized fully.
As mentioned above, everyone is as much a follower as they are a leader. In the past, directive
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leadership style favors the doers. However, in today’s era where the education level has greatly
increased, it is a waste if we can’t get the opinion of the employees. There is a need for a more open
culture where leaders and followers can exchange opinion while being in the same level; i.e. the
followers are not intimidated by the leaders’ superior position. We need to reevaluate ourselves and
see if we fall into the corporate trap of favoring yes-people and the sheep.
Section 3. STRUCTURE OF THE LEADER-FOLLOWER ORGANIZATION
Gene Dixon discusses briefly about the structure of organizations that have been used in the
past and also about the Leader-follower organization structure where courageous followers can
bloom.7
In Dixon’s interview with a CEO of an office furniture manufacturer and distributor, the CEO
answered that, “I don’t want followers in my organization. I don’t want the word ‘follower’ used in
my organization. Here we want everyone to be a leader. All of our people are leaders.”
Figure 11: All leaders organization
What is an all Leader organization? The implication is that everyone leads, but who are they
leading? Where are they leading? If everyone becomes the CEO, will the company runs smoothly
and in the direction that the top leader wants?
His research then leads him to four inalienable truths of leadership:
1. Leaders exist only with followers.
2. Followers do the work.
7 Riggio, Chaleff, and Lipman-Blumen, 155-176.
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3. Followers provide feedback.
4. Management research does not appreciate followers.
Which resulted in the following structure:
Figure 12: One leader organization
This is not a chart of managers and subordinates, instead it illustrates the situation where the top
leader sets the vision and direction of the company, and the followers follow. The problem in this
arrangement is the middle-level position where they just follow. Middle-level follows the strategy
proposed by the top level management. However, there is no feedback on what they think about the
strategy. In this case, followers are passive followers who don’t think for themselves. These are the
sheep and Yes-man.
Dixon then discusses about what Chaleff calls the five unique behaviors of courageous
followers: the courage to assume responsibility, the courage to serve, the courage to challenge, the
courage to participate in transformation, and the courage to take moral action. What happens is that
in this structure (Figure 12), some leaders and managers do not like courageous followers, which
resulted in the courageous followers’ inability to get promoted into higher positions. Courageous
followers on the other hand get reprimanded and this negative reinforcement makes the courageous
followers to change their behavior to fit the organization.
What needs to be rethought about the structure is the leader-follower relationship. Everyone
in the organization needs to assume dual roles of a person who is both a follower and a leader at the
same time. The key point about having dual roles is to increase one’s self-awareness.
1. By staying aware of our reactions to those we follow, we learn to be more sensitive
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to our effect on those we lead
2. By staying aware of our reactions to those we lead, we learn to be more sensitive in
our efforts to support those we follow
Figure 13: Leader-follower organization
Using this structure, courageous followers are able to show their ability and share their opinion
freely without feeling stifled by their surroundings. This will also foster trust between followers and
leaders, improving the communication between them. Dixon agrees that this is idealistic and very
difficult to realize. However, we will discuss about this structure further in Chapter 4 by referring to
the case of HCL Technologies(HCLT) and its CEO Vineet Nayar.
Section 4. DEVELOPING THE LEADER-FOLLOWER CULTURE
As mentioned in the previous section, some cultures do not promote the development of
courageous followers. If the managers are too authoritative and don’t listen to feedbacks or
suggestions from their subordinates, it is more than likely that courageous followers are not able to
get promoted into higher positions.
In the same way that leaders can’t exist without followers, followers can’t exist without
leaders. In this case, we need leadership style that empowers the followers; the servant-leaders for
example. Gardner and his colleagues stated that “authentic followership is an integral component
and consequence of authentic leadership development.”8 Where authentic leaders are individuals
8 Gardner, W.L., Avolio, B.J., Luthans, F., May, D.R., and Walumbwa, F.O. “Can You See the Real Me? A
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who are acutely self-aware, transparent, ethical and balanced in the way they gather information and
data to make their decisions. These leaders have to make fair decisions after considering all the
information, they are open to their followers in the criteria used to make decisions and are not afraid
of being questioned by their followers. Although the main focus of this paper is about followership,
we can’t separate followership with leadership. Each of the leaders needs to be self-aware of his
position as a follower, and vice versa.
So, what behaviors can help promote the relationship between courageous followers and
authentic leaders? Bruce J. Avolio and Rebecca J. Reichard stated that “developing a sense of
ownership, trust through vulnerability and transparency contributes to enhancing follower potential
as well as the leader-follower dynamic.”9
When the follower has psychological ownership for the organization, they will have a more
proactive attitude in their work instead of a reactive attitude. To have ownership means they want to
make the organization a better place to work for and make it successful.
Having trust means that leaders and followers can rely one another in times of need. To build
trust, there should be 2-way accountability existing in the leader-follower relationship. Leaders can’t
only hold subordinates responsible for the subordinates’ mistakes but at the same time, leaders need
to avoid being too defensive of their own mistakes. Direct communication between leaders and
followers are needed to foster trust. In a way, the leadership style that fits this culture is the
Servant-Leader model created by Robert K. Greenleaf. The servant-leader empathizes with their
followers, listen to followers and share power in decision making. An example is when the front-line
staff needs support from other departments, the leader doesn’t just make a phone call and reply that
“I tried but got rejected”, in this case the leader doesn’t add any value to the follower. The leader in
this case should be held accountable to help the follower get the support necessary to complete his
work that may affect the organization’s success.
The last point on transparency refers to leaders and followers saying exactly what they mean
Self-Based Model of Authentic Leader and Follower Development.” Leadership Quarterly, 2005, 16(3),
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9 Riggio, Chaleff, and Lipman-Blumen, 327-337.
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without hiding the dirty spots. Transparency will foster a culture where information can flow freely
to everyone; problems can be spotted and solved, ideas can be discussed and implemented.
Followers can understand how decisions and evaluations are made by their leaders. With everyone
being transparent, followers will also develop better trust towards their leaders and they will not try
to hide any work problem that may come out at a later time when it is already too late to fix.
In the end, followership is about knowing that you are not alone, you have other people
whom you can trust and rely on when you need them. You are part of the organization and you also
own parts of the organization. The followers need to have the feeling of safety that they will not be
penalized for saying what are in their mind, if they do, they will feel suppressed and won’t be able to
perform to their maximum ability. When followers can focus on doing their work and perform well,
they will gradually have more sense of ownership towards the organization. In this culture, the
leader-follower organization can be realized. Followership is about mindset, being the one who
supports the leaders and not afraid to be the first one to do so.
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CHAPTER 5. CASE STUDY: HCL TECHNOLOGIES (HCLT)
Section 1. INTRODUCTION
“When Vineet Nayar took the helm of HCL Technologies (HCLT) in 2005, the company’s
legacy of success was threatened by global shifts in the IT services market that left HCLT struggling
to keep up with its bigger rivals. Five years later, the company had become one of the
fastest-growing IT services partners on the planet, world renowned for its radical management
practices.” – Excerpt taken from the jacket of Vineet Nayar’s published book, “Employees First,
Customers Second”. Before Nayar became the CEO, HCLT was losing top talents and market share
to its competitors. However, after the implementation of Nayar’s philosophy of “Employees First
and Customers Second” which become the employer brand of HCLT, the company broke free of the
stagnation it experienced. HCLT regains the market share and talents it lost and even grew further to
become the leader of the industry. This case study serve to give an example of how a company
should decide on their employer brand, communicate it and get everyone on board with it.
Nayar started HCLT’s transformation even before his subordinates realized that there is a
crisis coming towards them. Like many other company transformations, the center figure is the CEO,
but the process for HCLT involves all parts of the organization from the top level to the people in the
“Value zone”, the people who are facing the clients and adding value to the clients. In a glance, you
will understand Nayar’s leadership skill as he led his company to change the archaic pyramid
structure that hinders the work process of his company. Nayar was able to reform the company,
tapping into the power of its people. What he had created is a starfish organization that can
regenerate its arms and the cut arm itself can generate a new body.
Nayar claim that the processes that HCLT took may not be what is applicable to other
companies as the process are done by HCLT’s whole organization. However, we can still learn the
idea behind what was done that lead to the transformation.
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Section 2. UNDERSTANDING THE SITUATION AND COMMUNICATING “ROMANCE
OF TOMORROW”
Until the year 2000, HCL was the leader of India’s technology companies, the business size
grew from about $10 million to $5 billion over a twenty-five-year period. From 2000 to 2005 when
Nayar became the CEO, HCLT experienced ‘big company disease’. HCLT was still experiencing
revenue growth and a good track record with itself, but the growth was not as big as the industry’s
leaders’. If seen closely, HCLT was actually losing market share and its talents were moving to the
competitors. However, most of the employees of HCLT doesn’t have a sense of emergency, they
were celebrating their record revenue growth.
Nayar begin the process by understanding the fact that there is a need of a goal and a starting
point of the transformation, which is the current point. What was interesting is the fact that everyone
in the organization actually has a different idea of where they are, some are still stuck in the glory
days, and some simply doesn’t see a problem. In the same way that a frog that is put in a pot that
slowly boils over time doesn’t realize its impending doom, HCLT became tolerant of the gradual
change that slowly depletes its competitive edge. There was a need to make everyone see the same
image of the present. What happened was that Nayar simply shove the mirror in front of all the
employees to let them see the truth by visiting all the branches and bluntly tell them about the
situation they are facing. Many of the employees were shocked of the sudden negative wake up call.
It was not a good thing to hear from a new CEO but Nayar knew the return is bigger than the risk.
Next, identifying the problems faced by HCLT. A customer complained to Nayar about the
late delivery of their project. However, what he blamed was not the consultants in charge of the
project, but instead, he blamed Nayar and the organization for not giving the proper support. The
top-down pyramid worked because in the past, the value zone was in the R&D and manufacturing
department. However, from the customer’s comment, it was clear to him that the product itself
doesn’t matter because different products can be used to produce the same result; now, how it is
implemented by the people in the value zone is what gives customer value. So, it was surprising to
hear that those who have the power in the organizations are not adding value to the staff in the value
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zone. Instead, the staffs in the value zone are hindered by the need to give presentations and waiting
for approvals. Nayar realized that there is a need to put these people in the value zone in the center
of the organization and give them more power; there is a need to serve them and add value to them.
This is the beginning of his philosophy “Employees First, Customers Second” and he began sharing
and communicating his vision.
Section 3. TRANSPARENCY BASED TRUST
Nayar visited all the branches of HCLT and talked with all the employees about the new
philosophy. The mindset of the people started to change; many discussed the future of the company
and started asking more pointed questions to the management. It was a good sign because the
employees are very interested about the company. The next step was setting the direction of the
company and getting everyone to do it. Nayar invited 100 of the brightest people of HCLT for the
conference to set their direction. What Nayar did, was to present them with a very bold business plan
that triggered a heated discussion among this 100 people. A lot of skeptics said discouraging
comments during the discussion but they were slowly challenged by the active followers who
wanted change for the better in the company. As the meeting come to a positive end, a sudden reality
check occurred and thus came the biggest question in everyone’s head, “Do I trust that my
colleagues can do this?”
To create a trusting mindset, Nayar again took a very big leap from conventional
management. He opened up the channel of information. All financial and later also non-financial
information was disclosed; the good, and the bad. Transparency renewed the energy of those
performing well and it also gives them an objective perspective of what is happening in reality for
those who are doing badly. Being a technology services provider, HCLT also uses their competency
in technology and opened up an online forum called “U&I” where anyone can post questions and get
answer from the leaders or even from the other people.
Everyone at HCLT gradually become supporters of Nayar’s vision of change, even the
customers. With the employees getting energized and the employees at the value zone getting the
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support they need to add value to the customers, performances improved. More and more big
customers come towards HCLT after the culture of trust and transparency was established.
Section 4. INVERTING THE ORGANIZATIONAL PYRAMID
The followers were energized, performances were up. However, more issues need to be
addressed if they don’t want to announce a premature victory. Nayar again addressed the issue of
there being too much power away from the value zone. There are people at the top of the command
chain that doesn’t add value to the staff in the value zone but the staff at the value zone had to
answer to them. Similarly, there are people in the enabling functions (finance, HR, training and
development, quality, administration, etc.) that the staff at the value zone was accountable to but the
staffs’ managers became the bottleneck.
Being an IT services company, they implemented a ticket service to report issues that staffs
in value zone have. The system is similar to what their clients use to report issues online which can
be seen by enabling functions in real time. This solution not only bypasses the bottlenecks but also it
gives more transparency on what support the enabling functions can give to the staffs.
The last push to topple the pyramid came from giving access to the 360 survey feedback and
changing the restriction on who can give feedback to whom. The staffs were asked to give feedback
to people who have added value to them; if a vice president in charge of a 100 people only receives
less than 10 feedbacks, it means that he is not adding as value to the rest of the 90 staffs. This is the
transformation to the servant-leader that inverted the pyramid. If this happens, the vice president has
to understand why the other 90 people are not giving him feedback. All the leaders have to go and
actively add value to their followers. Everyone becomes proactive rather than reactive and waits for
issue to come before solving them.
The best result of the transformation can be seen when Tarika, a consultant introduced a new
service that has not been officially released yet to her customer. The service was under testing, but
the details of the service were already available within the company. After the release of the service,
there was supposed to be an official training before implementation can be started. However, Tarika
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understood that her client can benefit much from the process, so Tarika and her team studied the
service which was still in testing period during their time off work, and implemented it successfully.
This incident is a good example of how good followers can take the initiative at work and even put
in the effort outside of work to help the company.
Section 5. REMARKS ON THE CASE
The case of HCLT is a success story of a leader getting his followers on board and changed
the culture of the organization. Why I choose this case study is because unlike most of the other
cases, this case focuses on Nayar being a servant-leader and transforming all his followers into
active leader-followers who are not scared to share their ideas or to take initiative in implementing
things for the customers. At the same time, Nayar created and implemented a new employer brand
for HCLT; “Employees First, Customers Second”.
Many companies are stuck in the archaic pyramid structure and lose the competitiveness due
to the bottlenecks in getting approval. On the other hand, many companies have tried changing the
structure of the companies, making it bottom-up straightaway. However, the process often resulted in
a failure or took a long time because not everyone gets on board with the change, many people
resisted the change of structure and many people don’t understand the need for the change.
Nayar on the other hand changed the mindset of the people first, changing the culture of the
organization so that everyone becomes active followers and think critically. He also builds trust
based on transparency and opened up the information channel. All of these are the catalyst of
change.
In closing, I agree with Nayar’s statement that Catalysts are simple actions, rather than
elaborate programs of organizational transformational change that plod on for years and years, and
they can help transform a locked-up culture into one that is constantly changing.10 Followership is
just a catalyst; it changes the mindset of the people to become more proactive. However, there is a
need for a culture where communication can happen easily, followers can talk freely with leaders. In
10 Vineet Nayar, Employees First, Customer Second: Turning Conventional Management Upside Down
(Boston, Massachusetts: Harvard Business Press, 2010), 87
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HCLT’s case, they utilized modern technology such as online forum and online ticket report as a
platform where all the members of the organization can see and contribute to any issue.
Communication becomes a 2-way lane and trust is fostered among the members of the organization.
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CHAPTER 6. RECOMMENDATIONS, LIMITATION AND
CONCLUSION
In this chapter, I would like to give recommendations to Japanese companies based on
whether or not they are ready to change drastically or not. Section 1 contains recommendations for
companies who are not ready to take a leap but would like to make small changes. Section 2 contains
modules that will help companies who are ready to trust their people and define a new identity as a
global employer.
Figure 14: Recommendations for Japanese companies who are not ready for drastic change
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Figure 15: Recommendation for Japanese companies who are ready to change
Section 1. RECOMMENDATION FOR JAPANESE COMPANIES
Japanese companies need to realize how they are being perceived by the potential employees
in Asia. Although they are still a very strong employer in Japan, they have to understand that it is not
enough to rely on the “Japanese” brand in other countries. The term “Japanese” come with both
positive and negative meanings as discussed above. In this section, I will give simple and general
recommendations for companies who don’t want to do drastic change in their organization culture.
Section 2 will discuss the recommendations for companies that are ready to change and create a new
employer brand.
As a global employee, the employer brand shouldn’t be strictly Japanese. Again, becoming a
global company doesn’t mean that the company will lose its Japanese identity; the company will just
become a greater entity that will cater to the global stakeholders. Up to now, there are many
miscommunications between Japanese companies and their employees. Japanese companies expect
that everyone in the world has the same value as the Japanese. This is a false assumption because the
cultures are different, some cultures prefer work life balance, and some prefer being praised directly
when completing a job well. Japanese culture on the other hand has a more disciplined lifestyle and
doesn’t give praises in a straightforward manner.
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Being of a high-context culture, Japanese expats generally have problem communicating
with local employees. To solve this issue, there is a need to lower the level of context used in the
company. The simplest way to do this is to encourage asking questions in the company. There is a
need for communication to be direct, open and simple as possible in a global company. This is
difficult because most of the employees have a mindset that they shouldn’t ask too much, leaders
have to encourage their followers to express their opinions.
To foster better communication across all the levels of the organization, Japanese companies
might want to consider online platforms or intranet tools. HCLT used an intranet forum for
intra-company discussions; this forum is used by everyone in the organizations including the CEO
and employees from other countries. There are many tools available now to make communications
easier globally. Social Networks for example can be used for instant communication.
We have also seen that people who have not had experience working in Japanese companies
generally have worse impressions compared to those who have worked for Japanese companies.
Japanese companies need to start thinking about how they can communicate what it means to work
for their companies. One suggestion for this is to develop an internship program. Internship
programs have been used widely by American and Western companies to headhunt bright students
who haven’t graduated from university. Besides giving the advantage of creating exposure to
university students who will be looking for a job in the near future, internship programs also serve to
give opportunity for the companies to evaluate those talents’ fitness to their companies. Developing
relationship with universities also ensure that those companies will get a steady supply of students
each year. Having outsider in the company also gives Japanese companies an opportunity to analyze
themselves and clean up any dirt in the company that should not be shown to outsiders. In short,
internship programs are profitable for both the interns and the companies. The interns get working
experience. In the meanwhile, for the companies, the programs serve as a tool for recruitment
process, self-assessment and marketing process.
Another marketing process that should be considered is to provide more information on their
website regarding the work environment in the company. It is now very common for companies to
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own a blog or social networking account to help with marketing. What to be included in these pages
is the employees’ experience. Caution to keep in mind is not to put anything that is a lie because it
will give a negative result instead.
Lastly, Japanese companies should try recruiting more foreign employees at the Headquarter
to provide internal diversification and give Japanese companies more exposure to other cultures. One
key of caution is not to treat those international talents as Japanese and do not “Japanize” those
talents because it will defeat the purpose of bringing diversity into the company.
The recommendations given above aim to solve the issues of Japanese companies being too
rigid and too “Japanese”. Japanese companies need to become a global company due to the shrinking
domestic market size. To do that, I recommended the online forum as an internal communication tool.
This forum will be a place where everyone can practice communicating with different cultures,
provided that the company has branches in other countries. The communication channel will also
reduce hierarchical structure restrictions and everyone from any layer of the company can
communicate with each other. The internship program is a cheap way to get top talents acquainted
with the company. The blog and online information serve as both an advertisement for potential
recruits and also for inside the company to remind themselves to enjoy their work.
Section 2. MODULES TO DEFINE AND IMPLEMENT EMPLOYER BRAND
The previous recommendations are just general recommendations for Japanese companies
who are not ready to completely overhaul the company. For companies who are ready to change and
are aiming to rebrand themselves as global employers, 3 modules have been proposed to help them
with the process. After defining the employer brand, they need to communicate it and make it as part
of the companies’ culture. After that, they need to also project it externally so that more talents are
attracted to work for Japanese companies. The modules will be divided into Servant Leaders –
Active Followers Module, Employer Branding Module and Coaching Module.
6.2.1. Servant Leaders – Active Followers Module
It is not enough to just define the employer brand. There is a need to change the mindset of
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the leader-followers. Up to now, leaders were expected to do all the directing; followers don’t have
to think and just have to do what they are required. In this case, there is a need to change the mindset
of everyone; they need to be aware of their dual roles as leader-followers, as a servant leader and
active followers in the company. Implementing a new employer branding, similar to implementing
any new vision or change requires the support of the people. Especially for employer branding where
all the stakeholders will be affected, everyone needs to be proactive in implementing and
maintaining the brand.
This module focuses on changing the mindset of the people. It is the catalyst in the
implementation of the employer brand but also help with the general day-to-day activity in the
company. The objective of this module is to introduce the participants about the meaning of being a
good follower, not sheep followers. The key takeaways for this module will include:
1. Followership 101
2. Identifying Followers
3. Being a good follower
4. Servant Leader – Active Follower awareness
5. First Followership mantra – “I am not the only one”
In short, followership 101 will give a brief introduction to authentic followership. Some of
the points which include:
 There can be no leaders without followers
 An overwhelming percent of the success of any initiative is dependent on followers
 Followers don't need to be 'yes men' or devoid of power
 The 'alpha male' and 'alpha female' mindset often gets in the way of being a good follower
The different types of followers have been discussed during the literature review. An addition
to the literature review, this module also give a brief training on how to identify the different types of
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followers that participants have in the companies.
After identifying the followers, there is a need for participants to understand what it means to
be an active follower:
 Ask yourself what your role is in your team and organization
 Once you've determined that, resolve to start taking initiative more often
 Don't shy away from presenting uncomfortable truths to your manager
 Take ownership for your work and do it like you're the one in charge
This part of the program is not only aimed for participants to develop good followers, it is also
aimed so that participants can become good followers themselves. As discussed previously, everyone
in the organization is both a follower and leader at the same time. By having the mindset of being an
active follower, they can perform better in the organization in supporting their leaders. Being active
followers will also make participants identify more with their organization. Last but not least, this
gives participant the tool to identify good followers and bad followers; they can empower followers
that have good intention and help reform followers who are too passive in their roles.
Lastly, the training ends with the “First Follower” concept. Everyone has experienced the
opposite effect before; the by-stander effect. No one wants to be the person who acts first even if
they are just following someone. However, the fact of the matter is that after there is that ‘First
Follower’, everyone else will flock towards the Idea, Vision, Action, Person or anything that the
First Follower supports. The mantra for first followers is “I am not the only one”; “other people also
want the same thing, if I start supporting someone, the rest will come and follow me”.
In short, this training program is to raise awareness. To become a good leader, one needs to
understand what it means to be a good follower first. By understanding the mindset of both roles of
followers and leaders, one will become a very important asset in the organization. If possible, this
training module should be taken by everyone in the company. Other than helping with the
implementation of employer branding, this module can also raise the general engagement of the
employees. Awareness as Leader-Follower will help create trust and transparency between
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employees. This culture will make employees feel empowered and have freedom, in a way, this
training module aims to spread the power to the different layer of the organizations.
6.2.2. Defining Employer Branding
“Open Space Technologies (OST)11” is a proven method that has been used by organizations
around the world to find solutions to their problems. Developed by Harrison Owen, the method has
been used to solve issues from defining companies’ visions to peace talk between Israel and
Palestinians. This method is suitable to solve any issues that have the following characteristics:
• Complex issue
• Diversity in terms of people and points of view
• Passion
• Decision time of yesterday,
It should be a complex issue where no one knows the solution and many people have differing
opinion regarding the issue. Next, people related to the issue should care and have a passion about
the issue and want to solve it. Lastly, there is an urgency to solve the problem fast. Owen put a
warning that the result from using this method will give you a solution but it may not be the solution
that the users are comfortable with.
Especially for companies who are not comfortable to let go of control from the top, OST is
not a recommended method. For those who are ready to trust their people, this method will give you
what you need and maybe even more.
This method is developed with the idea of “coffee break” as the basis of the process. Owen
discovered that conventional meetings and conferences with strictly planned schedules do give
efficient and lasting solutions. When only the speakers get to talk in the meeting, others become
bored and just become a passive participant of the event. OST on the other hand get everyone to
participate in all issues that they are interested in.
At the end of OST event, it is guaranteed that the following results will be produced:
• Every issue of concern to anybody will have been raised if they took responsibility for
11 [25] Owen, Harrison. Open Space Technology: A User's Guide. Berrett-Koehler Store, 2008. Print.
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doing that
• All issues will have received full discussion, to the extent desired
• A full report of issues and discussions will be in the hands of all participants
• Priorities will be set and action plans will be made (generally for events with 2.5 days of
time scheduled)
OST is perfect for issues such as employer branding. If you want a quick solution which is
relevant to all the stakeholders of the company, this method can be the tool. However, again, the
company needs to be ready to trust their people and let go of control. Management needs to be ready
to share power from the top and work together with everyone to build the employer brand.
The participants for this should come from all level of the company, if possible, external
stakeholders can also be invited to give a 3rd party perspective. This module is variable in length but
the session is generally between 1 to 2.5 days long, depending on the type of issue and whether
action plan is one of the required outcomes.
Example of an OST session
Figure 16: Setup of the main room
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Figure 17: Sample schedule of 2.5 day OST event
After the opening greetings, the session start with everyone sitting in circular arrangement in
the main room. Besides the main room, there are normally 5 other discussion rooms prepared. In the
center of the main room, there are big sheet of papers and markers prepared, the Wall is blank except
for room schedule (blank) at the starting of the session. After the facilitator of the OST session
explains about the theme of the session, the session will start and proceed in the following manner:
 participants are free to go to one-by-one to the center of the circle, write an issue that
they are interested in
 the participant (convener) introduce the issue and their name, the issue will then
become their responsibility
 the convener bring the sheet of paper to the wall and paste it there
 the convener then choose a location and time (Room 1-5, Session 1-7) for the issue
and indicate it in the schedule and also on the sheet of paper
 After all issues are stated, participants are free to sign-up for any of the topics that
they are interested in and they are free to move around to other discussions as they
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feel appropriate
 As discussions are done, computers have been prepared in the main room to create
proceedings on the discussion
Format for proceedings:
1. Title
2. Convener(with contact information)
3. List of participants
4. Discussion and recommendations
 As proceedings are done, a copy is printed straightaway and placed in the main room
for anyone to see
 Last day is normally reserved to distribute the proceedings for each participants and
then they can discuss on Action Plan
 Closing session is normally done for everyone to share their thoughts on the OST
session
6.2.3. Coaching Module
After the OST session, some of the participants will be left in charge of some issues.
Although action plans have been made, those participants may not have right skills yet to execute the
plans. The skills related are more towards the human skills such as communication and facilitation.
Coaching is a very useful tool in helping them to develop the necessary skills to help implement the
action plans, may it be human skills or other skills that they may need to develop.
Section 3. LIMITATIONS OF THIS PAPER
Although the theme of this paper is to make Japanese companies into global employers, the
data collected focuses mainly with the Asian employees. Other countries may have different
impressions of Japanese companies and there is a need to collect more data to properly confirm this
issue.
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In the future, it might be a good idea to do similar research in Japan. Similar survey should
be conducted with international students and employees who are living in Japan as the respondents.
The result may be different from the result of the July 2012 survey. This will be a good base for
comparison, of the image of Japanese companies from outside and inside of Japan. Those potential
employees from inside of Japan can become a bridge to connect Japanese companies with their
respective countries.
The training program proposed to help with the employer branding really requires the
support of everyone to succeed. Top management need to decide that it is time to trust their
employees and, give more freedom and power to the other layers of the companies. If the employer
doesn’t feel the need to change, nothing will change.
Section 4. CONCLUSIONS
For Japanese companies who are planning to go global and compete with companies from
other countries, they need to start considering their identity as a global company. From the survey, it
is found out that Google is the most admirable global company. It is not only because of the
corporate branding, they are also famous for being a good employer. Google promote an open and
flexible culture similar to a startup (http://www.google.com/about/company/facts/culture/). They are
strict in finding the people who has the same values to work for them and give them certain degree
of freedom to work on personal projects. However, we are not here to replicate Google. Japanese
companies should not just imitate other companies in attracting talents. As mentioned in the
literature review of employer branding, it can’t be generic and it must reflect the company’s own
values.
One key issue in creating a new employer brand is the need to get everyone in the
organization involved. It is not enough to just leave this issue to the top management and HR
department. Employer brand need to be the essence of the values that everyone in the company think
represents the company. The values need to be true and relevant to all existing employees and
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everyone needs to believe it. Leaders still play an important role in communicating the employer
brand in the company. However, followers need to identify with the brand as well and always protect
it. The followers also need to always remember their brand every time they meet outside
stakeholders and to act according to the brand.
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Appendix A – Sample of survey questions
Preferred Employer Survey
*Required
Q1. Would you like to work for the following companies?*
Definitely would
prefer to work for
them
Would prefer to
work for them
No preference
Would prefer
not to work
for them
Definitely do not
want to work for
them
American O O O O O
Australian O O O O O
British O O O O O
Chinese (from Mainland
China) O O O O O
French O O O O O
German O O O O O
Japanese O O O O O
Korean O O O O O
Hong Kong O O O O O
Indian O O O O O
Singaporean O O O O O
Taiwanese O O O O O
Local Company O O O O O
Q2. Have you ever worked for the following companies?
ロ American
ロ Australian
ロ British
ロ Chinese (from Mainland China)
ロ French
ロ German
ロ Japanese
ロ Korean
ロ Hong Kong
ロ Indian
ロ Singaporean
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ロ Taiwanese
ロ Local company
Q3. Choose one company from the previous question which you had particularly strong impression of *
O American
O Australian
O British
O Chinese (from Mainland China)
O French
O German
O Japanese
O Korean
O Hong Kong
O Indian
O Singaporean
O Taiwanese
O Local company
Q4. Was it positive, neutral or negative impression? *
O Positive
O Neutral
O Negative
Q5. What was the impression that you have?
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Q6. Please choose the three most-important traits for managers working for global companies. Please also indicate a trait that
you
think is irrelevant
Choose 3 Positive Trait(1 Very Important, 1 Important and 1 Somewhat important) then choose 1 trait that you think is irrelevant)
Very important Important
Somewhat
important Irrelevant
Caring O O O O
Straightforward O O O O
Inspiring O O O O
Competent O O O O
Integrity O O O O
Fair-minded O O O O
Risk-taking O O O O
Performance-conscious O O O O
Creative O O O O
Q7. Which is the most admirable global company for you? *
A name of the company, not the country
Q8. Why did you choose that company? *
O Excellent corporate branding
O Diversity in races and nationalities
O Contribution to the society
O Competitive services and products
O Long history
O Large size
Other: _____________________
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Your background information:
Gender *
O Male
O Female
Age group *
O 20-24
O 25-29
O 30-34
O 35-39
O 40-44
O 45-49
O Other:_____________
Highest education background *
O PhD
O MBA
O Master's(Others)
O Bachelor's
O Other:_____________
Country of origin *
O Malaysia
O Singapore
O Philippines
O India
O Indonesia
O Thailand
O Vietnam
O Other:_____________
